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DEI ASSESSMENT OVERVIEW

Our Approach

Tangible Development specializes in strategic diversity, equity, and inclusion (DEI)
work that results in systemic organizational change. Our approach takes a systemic
view of diversity, equity, and inclusion and identifies where DEI is located in an
organization's policy, practice, and culture, as well as how DEI issues function
within the organization. We look for how the organization talks about social identities, like
race, gender, religion, and sexual orientation, while also examining how the organization
talks about racism, sexism, religious discrimination, and homophobia. These examples
illustrate the way our work explores power dynamics within an organization, across identity
as well as organizational hierarchy.

Our Methods

To understand the Town and County of Nantucket's (Nantucket) policy, practice, and
culture we use a research method called Critical Content Analysis. Critical content analysis
examines the ways issues of identities and power construct a system in an organization.
This technique allows us to discover and describe the focus of individual, group, and
organizational practice. We look for trends and patterns in our analysis across all types of
data collection: policy and practice review, focus groups with Nantucket staff, the results of
the climate survey, and the DEI communications audit. This report identifies themes across
the data. Rather than focusing heavily on one form of information to understand
Nantucket’s current DEI state, we draw from several sources to develop a holistic
understanding of how the organization currently approaches diversity, equity, and
inclusion.

Climate Assessments

Climate data were collected in two ways, a climate survey (DEI Climate Assessment Tool -
DEI CAT)™ and focus groups. In conjunction with our partner, the Siena College Research
Institute (SCRI), Tangible Development conducted an organizational climate survey that
measures both individual and organizational climate for DEI work. DEI CAT™ was
disseminated to all Nantucket employees. Participation in the survey was voluntary and
confidential. All Nantucket employees were also invited to participate in any focus groups
that they identified with, or join in one of the open sessions. Responses were de-identified
and thematized to capture the recurring patterns in both qualitative data (focus groups)
and quantitative data (DEI CAT)™.
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DEI ASSESSMENT OVERVIEW

DEI-CAT™

The DEI Climate Assessment Tool (DEI-CAT™)  measures an organization’s DEI climate at
both the organizational level and the individual level. These levels are measured in two
ways, institutional and personal constructs. Institutionally, DEI-CAT™ captures perceptions
of organizational structure and culture. Personally, DEI-CAT™ captures an individual
respondent’s DEI beliefs and practices. Each construct is further defined below.

DEI-CAT™ Scoring

Scores for the DEI-CAT™ are calculated at three different levels, which include the
item/question, conceptual category, and overall score. At the item/question level, all
DEI-CAT™ responses across the organization are averaged across each question
(exemplified in the Organizational Culture section of this report). Then, all items that are
associated with a conceptual category, four total, are combined and averaged for a
conceptual category score. Finally, all DEI-CAT™ response scores across all DEI-CAT™
questions are combined to generate a single average DEI-CAT™ score for the organization.

The following figure is an example of a DEI-CAT™ response and how its score is
generated. Divided by the number of points on the scale, each question has a
minimum possible score of 0 and a maximum possible score of 100. When a DEI-CAT™ is
distributed across an entire team, an item/question is only able to achieve a score of 0 for
the organization if all respondents report the lowest level of the scale. Likewise, an
item/question is only able to achieve a score of 100 if all respondents report the highest
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DEI ASSESSMENT OVERVIEW

level of the scale. Spoiler alert: this has never happened, and it would be very surprising if it
were ever to occur.

To summarize, DEI-CAT™ scores are meant to set a benchmark for the organization to build
subsequent DEI change efforts and compare progress over time. Nantucket's climate
DEI-CAT™ score is discussed in the section outlining Organizational Culture.

DEI Climate Assessment Design

This assessment tool uses questions that are written from both a positive and negative
orientation. This is done to discourage respondents from becoming complacent in
responding to questions at one particular end of the survey and inadvertently creating bias
in the results. For example, if all indicators were positive then respondents might feel
biased toward responding to questions in a socially desirable manner. This is known as the
Social-Desirability Bias.

When responses to all DEI Climate Assessment questions, also known as items, are
combined to produce POP Scores, negative scores are inverted. This ensures that higher
scores represent better, more desirable outcomes for both kinds of items. The example
below illustrates the need for negative scores to be inverted.
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DEI ASSESSMENT OVERVIEW

Community Survey

The Town and County of Nantucket’s organizational purpose is to support and provide
services to Town and County of Nantucket residents and is predominantly staffed by
Nantucket residents. To ensure that all voices of Nantucket were included in Nantucket’s
DEI assessment, Nantucket community members were invited, through a community
survey, to share their perceptions of local government’s employee diversity and their
experience of equity and inclusion from Nantucket employees, programs, and services.
With feedback from Town and County project leads, Tangible Development designed a
community survey that asked about residential demographics (e.g., neighborhood), social
demographics (e.g., gender identity, race, parenting/caregiving status), sense of inclusion or
exclusion among community members with identities that they shared or did not share,
how well the Town and County is currently doing, and how Nantucket could be more
diverse, equitable, and inclusive for its residents. The results of the survey are not intended
to represent the diversity, equity, and inclusion of the community but instead offer insights
about Town and County employee efforts and presence in the lives of its residents through
their lived experiences.

The community service was offered in English and Spanish. There were no responses to the
Spanish language version. All community survey data collected was via the English
language version.

Focus Groups

The DEI Climate Assessment Tool (DEI-CAT™) is a helpful tool to gauge the size and scope of
the perceptions and understanding of DEI climate across the organization using a
standardized metric. Serving as a complement to the quantitative DEI Climate Assessment
Tool (DEI-CAT™), documentation data from the focus groups contribute a depth of
understanding and nuance to the lived experiences of employees working for Nantucket.
Tangible Development used semi-structured focus groups to collect the qualitative data.
The 14 facilitated focus groups included a total participant count of 48. Participant
comments in the focus groups were subsequently thematized. Data saturation of themes
that extended across the focus groups were then compared with themes found in
DEI-CAT™ and policy and practice review to substantiate the findings and
recommendations provided in this report. It is worth noting that the themes were
organically constructed during the data analysis process, as opposed to a previously
existing rubric, reflecting a truly customized process and set of results.
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DEI ASSESSMENT OVERVIEW

Policy and Practice Review

Documented policies and procedures, such as employee handbooks and administrative
memos, have the potential to support, guide, or hold accountable a wide range of
organizational behaviors. Nantucket shared a digital folder containing relevant employee
policy and procedure articles. Upon receiving them, Tangible Development conducted a
thorough DEI analysis of the current DEI status of Nantucket's written processes. This
review included, but was not limited to, inclusive language, structured practices to
maximize the potential for equitable outcomes, and accountability measures. A
comprehensive list of recommendations from this policy and practice review are outlined in
Appendix A.

DEI Communications Audit

To better understand how Nantucket communicates with internal/external staff and
stakeholders, Tangible Development conducted a DEI Communications Audit to assess the
inclusivity of written, verbal, digital, and print messages. As part of this audit we examined:

● Messages being sent

● Channels, formats, procedures, and methods being used to create and send
those messages

● Imagery and copy being used

● Voices/perspectives being heard/represented

The full DEI Communications Audit can be found in Appendix B
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SCOPE OF WORK

Project Goals

Tangible Development and Nantucket began the assessment project on November 1, 2021.

The goals of the work between Tangible Development and Nantucket were to:

● Understand the Town and County of Nantucket’s organizational structure and
climate.

● Understand the current state of DEI at the Town and County of Nantucket, including
strengths, gaps, threats, and needs.

● Understand policies and procedures from on boarding, to performance
management, professional development, and engagement opportunities (ie,
business interest groups, ERGs).

● Provide guidance, direction, development, and facilitation of a Town and County of
Nantucket Diversity Advisory Board (now DEI Committee) to build organizational
capacity and support the strategic diversity planning project.

● Develop relationships with stakeholders across the Town and County of Nantucket
to facilitate buy-in and credibility.

● Identify inequitable hiring processes in Talent Acquisition and Talent Development
and assist in establishing connections to diverse organizations.

● Identify factors that prevent the Town and County of Nantucket from being a fully
inclusive organization.

● Understand the experiences of Town and County of Nantucket staff to develop a
culture of belonging and inclusion at the Town and County of Nantucket that creates
an empowering workplace where all employees feel valued and creativity thrives.
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SCOPE OF WORK

Project Activities

In order to accomplish these goals and support the real time needs of the organization, the
following activities were accomplished in Phase 1:

● Project Management

● Policy & Practice Review

● Focus Group participation (of the 15 originally scheduled focus groups, 14 were
completed receiving  a combined total of 48 participants)

● DEI Climate Assessment Tool (DEI-CAT™) (112 respondents - 32% response rate the
across organization)

● Nantucket Diversity, Equity, and Inclusion Community Survey  (184 respondents)

● DEI Communications Audit

● Project Communications Support

________________________________________________________________
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EXECUTIVE SUMMARY

Through our assessments and analysis, we found that the culture at the Town and County
of Nantucket is quite varied. Departments are siloed, and employees’ experiences are
heavily dependent on their department and supervisor. Employees experience the culture
to be welcoming, positive, and one of shared respect, as well as stressful, hierarchical, low
morale, and resistant to change. The dichotomy of experiences working for the Town and
County of Nantucket illustrates an inconsistency in the staff experience. Additionally, the
community is also still dealing with the reverberations of the racist defacing of the African
Meeting House1 and the complexities of that particular situation. An awareness of a
continued need for healing will be important to the success of DEI work on Nantucket.

The overall DEI-CAT™ score of 62 suggests that, as a whole, Nantucket is on target with
other organizations in the beginning stages of formalizing DEI work with evident room for
growth. When looking at the Institutional score, we see congruence between Institutional
Structure (64) and Institutional Culture (63). This is noteworthy for two reasons: 1. Structure
and Culture scores are rarely this close together, and 2. The Structure score–representing
institutional actions–is a point higher than Culture score– representing institutional values,
which is higher than structure in the vast majority of organizations. This combination
suggests an unusually high level of congruence between organizational values and actions.
Despite this, data from both the DEI-CAT™ and the focus groups indicate that DEI work
within the Town and County is perceived as performative and compliance oriented.

Even more remarkable is the difference between Institutional (64) and Personal (60), as well
as the difference within the Personal scores. Most organizations score higher in Personal,
often quite a bit higher. Here, instead, we see a score that is four points higher for
Institutional than Personal. Once we delve into the breakdown of the Personal score, we
discover the source of this gap and the most remarkable score differential within
Nantucket’s DEI scores. There is a 22 point difference between Personal Beliefs (71) and
Personal Practices (49). A Personal Belief score of 71 is typical of an organization in the
phase of DEI work Nantucket is in, and Belief scores are usually higher than Practice scores.
However, a Personal Practice score of 49 is unusually low. This suggests that while there is
only a small gap between words and actions institutionally–with actions scoring higher,
there is a major gap between words and actions personally. Nantucket employees

1

https://www.bostonglobe.com/metro/2018/03/11/african-american-historic-site-nantucket-defaced-r
acist-graffiti/HAOGPFYNd69PBdtaZohe1H/story.html
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EXECUTIVE SUMMARY

subscribe to DEI beliefs and values, but they do not seem to see themselves as putting
those beliefs and values into practice. Why there is such a sizable gap between beliefs and
actions individually deserves further investigation because it will be necessary to close that
gap, aligning practice with belief, to move Nantucket forward as an equitable and inclusive
workplace.

Assessment Participation

Participation in the DEI assessment with Tangible Development was relatively low. Just
under one third of employees responded to the DEI CAT™; it is more typical to see a
response rate between one half and two thirds for an organization this size. There was also
low participation in focus groups. There are a number of possible explanations for this.
Communications barriers were an issue. Not all employees, particularly those without work
email, are easily reachable, and there are no reliable systems for getting information of this
nature to all staff members nor was every department head equally invested in
encouraging their staff to participate. It could be assessment fatigue; multiple assessments
close together, even on separate topics, can cause a drop off in participation. It may also be
an issue of trust. Employees shared their perceptions of a lack of a culture of
accountability, both generally and specifically related to DEI. Staff are unsure of the
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organizational commitment to DEI, experience Nantucket’s DEI efforts as compliance
oriented, and may be experiencing subtle discrimination/bias. All of these factors may have
contributed to a lack of trust or interest in participating in the DEI assessments. Community
engagement with the assessment was also relatively low, possibly reflecting the
opportunity for improved community communications identified by members of the
community.

Unique Community Considerations

Nantucket is an island community requiring a lengthy ferry ride to visit. It is a self contained
community with limited resources and a population that increases exponentially during the
summer tourist season. The community uses a traditional New England form of
government including public town meetings. Lack of affordable housing and a very high
cost of living are major issues which were raised by employees, community, and leadership
in assessment. What would be a thriving wage in many other places is not even a living
wage on Nantucket. There is a history of bias and discrimination in the community, both
recent and historical, that will need to be accounted for in Nantucket’s DEI work. FInally,
because of the unique role the Town and County serves as major employer on an island,
Nantucket as a community and Nantucket as an employer are not completely separable.

DEI CAT™ Comparisons

There are major differences in Institutional scores between:

● Black, Indigenous, People of Color (BIPOC) and white employees,

● across age,

● men and women (gender is presented in the binary because the number of
respondents from gender identities outside of the binary was too small to report
without compromising anonymity)

● longer and shorter tenure.

BIPOC and white employees have close Personal scores with only a one point difference.
The difference emerges in the Institutional where white employees scored higher; there is
an 11 point difference in Organizational Structure (white 66; BIPOC 55) and a nine point
difference in organizational culture (white 67; BIPOC 58). This suggests that white
employees experience the organization as more inclusive and equitable than BIPOC
employees.
________________________________________________________________
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EXECUTIVE SUMMARY

parents/caregivers is men’s institutional culture score of 61, lower than women who are
parents/caregivers and both men and women who are not. Possible explanations are that
women without children are being asked to carry additional work for parents/caregivers
and, perhaps, men without children. Additionally, the climate for men with parenting and
caregiving responsibilities may not be as welcoming for those men stepping outside of the
traditionally masculine role of contributing less to parenting and caregiving responsibilities.

The lowest scores can be found at the two ends of the education spectrum as represented
by employees with a high school degree/GED and employees with master’s degrees with
one outlying category for each. Employees with a high school degree/GED had a personal
belief score of 74, several points above the organizational average, and employees with
master’s degree had a personal practice score of 50, just above the organizational average.
Employees with associates degrees scored above the organizational average and had by far
the highest scores of any single educational group.

With the exception of Personal Practice, disabled employees had lower scores than
employees without a disability suggesting that the workplace experience is less equitable
and inclusive for disabled employees. There were no big differences between employees
who grew on or off the island, though employees whose situation was identified as neither
of those did score lower on average, which merits additional investigation when compared
as a large group. When the data is disaggregated, there are differences. Women who grew
up on island score higher than men who grew up on island and higher than the
organizational average in all four categories; conversely, men who grew up off island
scored higher than women in all but one category (Institutional Culture). Disaggregated by
race, the numbers are only large enough to compare within the group of employees who
grew up off island where BIPOC employees have, across the board, lower scores than white
employees who grew up off island.

The differences outlined above warrant further exploration through both formal
assessments and more informal conversation, as well as structured dialogue.

Tolerance Thermometers
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Overall, men tended to score the environment for different groups lower than women did;
the two exceptions were women and parents/caregivers. In both those cases, men rated
the environment as more welcoming for those two groups as compared with women and
compared with BIPOC employees and white employees of all genders. By a larger margin,
BIPOC employees, as compared with white employees, characterized the environment as
less welcoming for all groups except one, parents/caregivers, with a 3/100ths of a point
higher score. In some cases, BIPOC staff rated the environment almost a full point lower
than white staff did. This trend was true for people of low socioeconomic status, people
with non- Christian spiritual and religious identities, and people with Christian spiritual and
religious identities. These last two suggest that BIPOC employees experience the workplace
as more hostile to all kinds of religious/spiritual practice and/or religious/spiritual people,
as compared with white employees. Additionally, men, as a group, perceive the
environment as more welcoming to women and parents/caregivers; men perceive the
environment as being more welcoming for groups traditionally thought of feminine:
women and parents/caregivers.

Disaggregated by race and binary gender, two scores fall below the lowest average score of
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7.07 for transgender people, the least included group. BIPOC scored the environment
almost a tenth of a point lower than the overall lowest average as compared with white
employees and with men and women of all races. Men rated the environment for
transgender people at a 6.65, almost half a point lower than the overall number for that
population, already the least included group. As compared with their white or women
counterparts, BIPOC and men understand the work enviroment to be less inclusive for
transgender staff. Additionally, more groups than usual crowded towards the middle of the
thermometer.

The Tolerance Thermometer was also administered as part of the community survey.
Employee and community results were similar in some ways and not in others (Figure G6).
For both, the top four most included groups were white people, men, people of high
socioeconomic status, and people in active military/veteran status. However, there is more
disagreement as the scores drop. For most groups, community survey respondents scored
the level of inclusion lower with a higher standard deviation–meaning there was more
disagreement about the answer among respondents.
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